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DEFINING FACULTY & PARTICIPANT ROLE MANAGEMENT

	Goal



A good understanding of the different roles in the course planning and delivery phases is the starting point for a successful training. The goal of this chapter is to provide a clear definition of the roles, functions and requirements of the main actors involved in the training organisation and delivery: exercise director, trainers, facilitators and role players. 

	Learning Objectives



The reader will understand which activities are carried out by each professional involved in the training organization and delivery and which are the most important requirements and assets for each role. He/she will find tips to apply in generic and specific situations and exercises that will help him/her to understand and manage roles in the exercise planning and delivery.  

Objectives

On completion of this session, participants will be able to:

1. Understand the definitions of exercise director, trainer, facilitator and role player;
2. Understand the role, the tasks and the requirements of the exercise director, the trainers, the facilitators and the role players;
3. Allocate roles and tasks according to the function and role during the training or the exercise;
4. Supervise and evaluate the activities of the exercise director, the trainers, the facilitators and the role players.


	Core Content


1. Introduction
The success of a training depends on a combination of several aspects, among which a key part is represented by an efficient and well-structured course team. Even the best professionals can fail in delivering a course if their team is not well built and precisely organized. An efficient course team organization means a proper setting of team responsibilities and duties, taking into consideration the overall objectives of the training. When organising a training, it is vital that the roles, tasks and actions are properly assigned and clearly understood by all the people involved in each phase of the course. 
According to the modern adult learning theories, three main roles are involved in a planning and delivering a training: 
· The training director
· The trainer

· The facilitator

Those three figures are generally supported in their work by an enlarged staff that collaborates in the different phases of the training: administrative coordinators, IT advisors, e-learning managers, instructional designers, volunteers etc…
In experiential learning and participatory training activities, such as simulations, serious games and role plays, the trainees themselves acquire an active role in the exercise delivery. In these cases, the allocation of roles involves not only the faculty (trainers and facilitators), but also the trainees. Here, trainers and facilitators acquire the role of interactors and guide the learning process from inside the scenario. The trainees become role players and interact with their colleagues and with the trainers and facilitators to reach the final objective set in the exercise. 


2. Defining roles
2.1 TRAINING DIRECTOR
Definition
The training director is responsible for the overall planning, coordination and strategic oversight of the course, from the pre-planning to the follow-up activities. There is normally only one course director, who is supported by a didactic and administrative team. The training director can appoint intermediate roles (e.g. exercise controller, local coordinator, administrative coordinator, evaluators…) to help him/her to plan and deliver the training.
He/she sets and approves the general objectives of the training. The training director has a double responsibility:
1. Didactic leadership (curriculum design and/or revision)
2. Administrative and logistic oversight
Main Tasks and Activities
· Plan and prepare the course: build/revise the training curriculum, decide the course agenda, choose the location
· Select trainers, facilitators and participants, prepare and coordinate them
· Appoint support staff and make sure the team is correctly instructed and available for the needed period
· Assign sessions to trainers
· Select external experts/outside speakers and authorities and coordinate their function (speaker/observer)
· Ensure the quality and conduct the evaluation of the course and the staff involved
· Present during the opening and closing sessions
· Plan the follow-up: make sure feedbacks from students, trainers and facilitators are collected, identify collaborators who can take care of the long term follow up
· Draft the course announcement (title, date, venue, course organizers, aim of the course, participants, logistic information, registration, payment information) and make sure it is effectively disseminated
· Instruct and coordinate staff for logistic and administrative activities (supplies and equipment, travel authorizations, other authorizations)
· Oversight the logistic aspects: select and check the facilities where the course will be hosted, make sure the local organizer knows what is needed and how to provide for it
· Ensure the course runs smoothly and in accordance with the timetable planned
What the course director does not do:

· Run sessions (apart from opening and closing sessions)
· Perform administrative tasks on his own
· Set the instructional objectives of each single module
Tips and Tricks
· Be a problem solver: you can easily encounter didactic and management issues, be prepared to face them
· Send materials to trainers well in advance: they will need time to read and understand it, to find the appropriate learning techniques and to set the instructional objectives for each single unit
· Collect as much information as possible before the course and plan a learning need assessment with the trainers
· Make sure the timetable is flexible enough to be changed according to the trainees’ progresses and needs
· Arrive at the location some days in advance to check everything with the local staff. Alternatively, select someone from your staff or among the facilitators who can do it
· Ask you team to prepare a checklist for course material (number of copies-to whom need to be distributed) and equipment
· Plan a preparation day for the trainers and the facilitators, to instruct them on everything
· Delegate and appoint well defined roles (e.g. responsible for course materials, responsible for logistics, responsible for course evaluation…)
· Plan daily meetings with trainers and facilitators to collect feedbacks and supervise the overall progress 
· Give trainers and facilitators feedbacks on their performance
Main Requirements
· Extensive experience as a trainer and a facilitator
· Excellent knowledge of the training contents
· Good planning and organizational skills
· Good management skills
2.2 TRAINER
Definition
The role of the trainer is to deliver the course content in the most effective way, leading the participants through a series of planned activities and monitoring their progress. On the basis of the indications received by the course director, he/she decides which learning techniques to apply in order to deliver the content and reach the learning goals. The trainer fixes the instructional objectives of the course. Those are not the goals of the whole training but the aims of each single module. They are specific, observable and measurable. [footnoteRef:1] There is normally one trainer every 4/5 participants. Trainers are selected and appointed by the course director.   [1:  Waller, Kathy V, 2017. Writing Objectives: Key Verbs, Cognitive (Thinking) Domain. Writing Instructional Objectives. NAACLS] 

Main tasks and activities
· Study the training content and structure and adapt the course material to the profile of the participants
· Find and apply the best training styles and techniques: the learning approach should be aligned with course objectives and trainees’ background and needs 
· Deliver the sessions assigned to you by the course director
· Plan and run end-of-session exercises, exams or evaluations
· Identify training needs and priorities of the group and the individual trainees 
· Explain the trainees how the course works and how to use the materials
· Plan and manage the learning environment
Tips and tricks
· Prepare well in advance: you will need a lot time to acquire the necessary familiarity with the content to deliver
· Combine multiple learning techniques and adapt them to your audience
· Check equipment, facilities and materials 
· Make sure you are aligned with the timeline
· Be clear with the facilitators on your expectations from them
Requirements
· Previous experience in delivering or facilitating trainings in similar or different areas
· Good knowledge of the area of the training, better if currently active in the field of the course or with an education background in the same area
· Excellent knowledge of the training content
· Having attended the same or a similar course as participant
· Familiar with the teaching technique used in the training (e.g. role playing, full-scale exercises etc.)
· Familiar with traditional and innovative learning and theories
· Be available for the whole course and for the pre-course planning and activities
· Good organizational abilities
· Good communication and presentation skills
2.3 FACILITATOR
Definition
In general terms, being a facilitator means assisting and supporting a group of people to reach a goal. In a didactic context, the facilitator has the role to facilitate the trainees during their activities, provide injects, monitor and discuss their progress with the trainers and help the trainees to meet the learning objectives. He/she is the first person the trainees can refer to for any doubts of questions. [footnoteRef:2]  [2:  WHO Simulation Exercise Manual. Geneva: World Health Organization; 2017. Licence: CC BY-NC-SA 3.0 IGO] 

In a simplistic view, we can say that while the trainer deals with the contents (what), the facilitator deals with the process (how): how to reach the learning goal, how to produce results and ideas. 
There is a high interaction between the trainee and the facilitator: exchange of knowledge, ideas and questions is encouraged. 
In more complex trainings, facilitators can be assisted by co-facilitators, who help the facilitator by recording the information, fixing concepts in a visual way (flipchart of drawings) or supporting them in practical activities. 
Main Tasks and Activities
· Create a positive, collaborative and dynamic learning context
· Support the trainer in explaining the learning objectives of the training and introducing the training modules
· Illustrate the learning techniques and make sure the proposed activities are clearly understood by all the trainees
· Ensure the learning environment is conformable and, if necessary, adapt it to the training needs
· Set the rules for communications, group working and interactions
· Encourage comments, questions and feedbacks from the trainees
· Provide individual and group feedback
· Help trainees to conduct analysis and observations and guide them toward solutions and conclusions
· Make sure all the trainees are involved in the discussions and activities
· Help the trainees to effectively manage the information received by the trainers 
· Help the trainer in the time management
· Summarize contents, conclusions or questions
· Encourage participants to deepen their knowledge and interaction 

Tips and Tricks
· Facilitators are normally called to facilitate trainings that have been built and planned by others. Make sure to receive well in advance all the necessary information on the profile of the participants, on the learning objectives, on the training techniques
· Remind the key actions for a facilitator: explain, stimulate, guide, moderate, propose, empower 
· Offer new challenges to the trainees: let them gently exit from their comfort zone 
· Assess the background of the participants and the relationships within the group
· Make sure you can communicate daily with the exercise director and the trainers to discuss progresses and problems

Requirements
· Excellent communication and interaction skills
· Basic knowledge of the training content
· Familiar with the teaching technique used in the training (e.g. role playing, full-scale exercises etc.)
· Preferably active in the field of the course 
· Good experience in facilitating courses, in similar or different areas
· Having attended the same or a similar course as participant
· Good flexibility and sensitivity

2.4 STAFF & VOLUNTEERS
In most cases, when delivering a training, an enlarged staff of professionals of volunteers will help the core staff in delivering the training and providing logistical assistance. The training director has the responsibility to make sure the enlarged staff is precisely briefed on the program, the facilities, the venue, etc. The core tasks normally allocated to the enlarged staff include:
· Printing and assembling the course material
· Welcoming the participants, helping at the registration desk and distributing the course material
· Setting up the rooms and testing the equipment (projector, computers, whiteboards, tables, water and glasses, etc…
· Supporting the trainers and facilitators during their sessions
· Liaising with the catering/restaurant
· Distributing and collecting the tests and evaluation forms

3. Role Playing
In role playing exercises the participants play specific roles in a scenario that simulates a real situation in which they will likely find themselves in their professional life. The objective is to give the trainees the opportunity to perform, operate, interact, make decisions in a context as close as possible to the reality and adapt to new group dynamics. 

When planning a role play, the exercise director drafts a scenario based on the learning objectives of the training and adapt taking into consideration the background and the size of the participants group. According to the complexity of the exercise and the number of trainees’, trainers, facilitators and volunteers may be required to play one or more role. 

All the trainees participate to the exercise, but they may have an active role (players) or passive role (observers). The players act in the exercise as they were in real life, making decisions, interacting with the other players and following the injects received. The observers are normally asked to follow the exercise from outside the scenario, collect data and impressions and provide feedbacks on how their colleagues behaved in the given situation. 
3.1 Defining Areas and Responsibilities 

Based on the guidelines received by the training director, the trainer who is responsible for the role play sets the specific rules for the exercise and define the responsibilities of the facilitators and the trainees involved. 
In the preparatory phase, the trainer instructs facilitators and co-trainers on their out-of-the-scenario roles. The main responsibilities of the exercise staff are to provide injects in a timely and correct way (e.g. key messages, change of the situation, operational questions etc.), to monitor the progress of the exercise, to ensure safety during the simulation and to prepare and conduct the briefing and the debriefing phases. 

The roles are allocated during the briefing phase: each player is instructed with background information on the situation, role and profile of his/her character, responsibilities and relationships/ interactions with other participants. Only general information (background situation, individual goals) are provided, to ensure that the outcome depends exclusively on how the participants play their role and make choices. Instructions and role description must be provided in a written form and briefly explained verbally by the trainer, with the help of the facilitators. The observers receive instructions on how to conduct the observation and provide an assessment: they can be asked to observe behaviors, to assess measurable items, to take note on choices and actions performed by the players. It is important that participants and observers are given enough time to understand the scenario and explore their role and responsibilities. 

3.2 Managing the change between being “in” and “out” of the scenario

The role play is normally composed of three phases:

· The briefing phase, conducted out of the scenario. During this phase participants receive all the necessary instructions to play their role. 
· The game, that starts with the first inject and ends when the trainer declares it. This is the phase when the scenario takes shape and the participants act.
· The debriefing phase, conducted out of the scenario. During this phase the trainer conducts the analysis of the exercise and collect the feedbacks from the participants and the exercise team.

All didactic interactions (explanations, suggestions, comments) must take place outside the scenario, which means during the briefing or the debriefing phase. The trainer monitors the progress of the exercise, but cannot interact with the players in the scenario, unless he/she is playing a role. 

Any unnecessary interruption of the game should be avoided. However, the trainer should be ready to interrupt the game any time in case of problems (e.g. safety issues or major logistic problems). The trainer should find an unambiguous signal to indicate the game interruption and inform the participants beforehand.  

All the players acting should be clearly recognizable. You may ask them to wear scene clothes or to use tags, or other identification items. Facilitators and trainers involved in the exercise may have a role both inside the scenario and outside the scenario. In this case it is particularly important that participants understand without doubts when they are in the scenario and when they are out of it.  

3.3 Assigning roles

Roles are allocated by the trainer in agreement with the training director, taking into account the profile, the professional background and the personality of each participant. It is important that the trainee does not find himself or herself in an uncomfortable role, but it is also essential that the role play activity introduces challenges and stimulate the trainee to exit from his/her comfort zone. 
Apart from the main distinction between active and passive roles (players and observers), each role has a different impact, responsibility and importance within the exercise. If more than one exercise is proposed, it is important to ensure a rotation of roles, making sure leadership roles are allocated to different people. The same rules apply to the allocation of roles for trainers and facilitators.

3.4 Tips and Tricks

· Plan the activity well in advance and after collecting enough information on the participants’ background
· Schedule the role play activities at the end of the training, when the participants already know each other
· If the participants are unfamiliar with each other, plan some icebreaker exercise before the role play
· Before starting the game, make sure all the participants clearly understood the rules and objectives of the activity
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